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19. (cont'd)

Motivational assessment Survey-guided intervention
Performance criteria

20. (cont'd)

identifying organizational deficiencies, planning interven-
tion, and evaluating outcomes. The data reveal significant
correlations between increased LEAP scores and both higher
reenlistment rates and lower absenteeism. Moreover, the
LEAP was instrumental in improving command production rates
and upgrading combat readiness. Case histories of LEAP
applicability in various situations are also described.

Comparisons between the LEAP approach and other methodol-
ogies were discussed. It was concluded that the decen-
tralized, self-development strategy represents the best
potential for cost-beneficial outcomes and for maintaining
command confidentiality and self-reliance. However, while
the LEAP is a sound organizational investment for the
Marine Corps, in order to realize its full potential, the
program requires sutficient support at the policy-making
level.
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Summary

A study was conducted to determine the economic feasibil-
ity of the Leadership Evaluation and Analysis Program (LEAP).
Several sources of information were analyzed. Data were
collected on Marine Corps commands to establish the concurrent
and predictive validity of the Interaction Inventory scales in
relation to Leadershi? Analysis Form indices. Unauthorized
absenteeism and reenlistment rates within participating com-
mands were used as criteria.

In addition, several pre-post measures of LEAP interven-
tion were calculated, focusing on motivational outcomes and
unit production. Finally, a number of case histories depicting
various intervention styles for using LEAP materials were
described.

The results demonstrate the economic feasibility of the
LEAP as a resource for the small unit commander in identifying
organizational deficiencies, planning intervention, and evalu-
ating outcomes. The LEAP indices are a valid reflection of
unit motivation and performance. The data reveal significant
correlations between increased LEAP scores and both higher
reenlistments and lower absenteeism. Moreover, the LEAP has
been instrumental in improving command production rates and
upgrading combat readiness. Evidence of the applicability of
LEAP materials in various situations was also provided.

Comparisons between the LEAP approach and methodologies
used by other military services were discussed. The decen-
tralized, self-development strategy represents the best
potential for cost-beneficial outcomes and for maintaining
command confidentiality and self-reliance. However, several
drawbacks are apparent, such as limited data access and the
lack of large-scale evaluation feedback to the user unit. A
procedure was outlined for a direct data input and retrieval
system that generates common solutions to Marine Corps con-
cerns and produces leadership/management training material
while maintaining unit anonymity.

It was concluded that the LEAP is a sound organizational
investment for the Marine Corps. Through adequate support at
the policy-making level, Marine commanders can be guided toward
* substantial savings in manpower retention, efficiency, and
utilization. While material incentives are often used to
attract personnel and to promote professionalism in the mili-
tary, not enough emphasis is placed on intrinsic organizational
and motivational variables. The latter represents a more
rational, durable, and economical approach toward maintaining
effective military strength.
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Introduction

In an increasingly cost-conscious atmosphere, proponents

of government-supported programs have felt considerable pres-

sure to justify expenditures through appropriate economic

analysis. Interest in evaluating investments is especially

pronounced for many of the organizational development programs

enthusiastically launched in recent years, since the stated

aims of these efforts were to improve institutional efficiency

and effectiveness.

In January 1978, the Army began a major evaluation proj-

ect to determine the value of their Organizational Efficiency

program in terms of command climate and various performance

indicators. This research effort is destined to continue for

several additional years before a final conclusion is reached

(Blades, 1978; O'Mara, 1979). The funding for this evaluation

project is expected to reach $250 thousand.

The Air Force has been involved in several evaluation

projects of their many-faceted organizational development (OD)

program. In the summer of 1977, the Air Force Institute of

Technology was tasked with evaluating the impact of a team

development program on the Air Force Research and Development

Laboratory. A data base was established in January 1978, and

additional measurements are planned for 1979 and 1980 (Stahl,

Manley, & McNichols, 1978). In addition, continuing reports

on the experimental effects of the Air Force job enrichment

workshops (begun in 1974) are being produced in the hope of

justifying the high cost of such intervention (tUmstot, 1978).

Since 1975 the Navy Personnel Research and Development

Center has been attempting a variety of pre- and post-

experimental measures to assess the effects of Human Resource

Management Cycle intervention aboard Navy ships (Mumford,

1976). Planned future evaluation research on the Navy's OD

program includes attention to a long list of potential moder-

ating variables (Thomas, 1978).
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The LEAP is presented in a programmed manual and was sup-

plied to all potential user commands. The LEAP Manual, Volume

I (Affourtit, 1977a), provides unit commanders with a sequential

step-by-step procedure for the application of the techniques

and explicit guidelines for the scoring, recording, and inter-

pretation of results.

Method

The fundamental question of any cost-benefit evaluation

project is: Is the "cost" or investment in terms of time,

energy, and funds greater than, equal to, or less than the

intended outcome? To answer this question adequately, a clear

definition of goals and a sufficient accounting of expendi-

tures in all areas are necessary.

Most organizational development programs in the military

involve the use of professional consultants as intervention

experts who diagnose various organizational deficiencies and

then attempt to produce change through implementation of some

management process or technique. Generally, the entire inter-

vention procedure represents an expenditure toward the primary

goal of improving organizational climate and/or performance.

In most cases, the cost of the intervention procedure (includ-

ing consultant fees, training cost, equipment, etc.) must be

balanced against actual outcomes over time. Proper evaluation

requires a full accounting over an extended period, and the

systematic use of control groups to eliminate the effects of

intervening variables that may produce alternate plausible

conclusions for the results.

In the case of the LEAP, however, the OD process is

decentralized to the unit commander, who functions as the

intervention specialist by utilizing the techniques and

instructions provided to identify conditions requiring atten-

tion. The LEAP was designed as a diagnostic tool, the sole

4



purpose of which is to identify pertinent command problem

areas and evaluate outcomes in terms of motivational and per-

formance criteria. There is no guarantee that the commander

who applies the program will take corrective action or that

any action taken by the commander will produce positive out-

comes. Furthermore, any effort expended on the part of the

commander (whether using the LEAP or some other process) is

considered a function of the position to which he or she is

assigned, i.e., accomplishing the unit mission through appro-

priate leadership/management behavior in conformance with

organizational standards. The LEAP is based on the premise

that, given proper materials, unit commanders can be more

effective intervention specialists than an outside consultant.

Therefore, specialists or consultant fees need not be calcu-

lated as an expenditure.

At the same time, if command performance improves after

a LEAP application, the LEAP process can only be considered

instrumental to the outcome -- a functional but not a direct

cause for the effect. However, while the LEAP cannot be jus-

tified by outcome variables, certain assumptions can be made

concerning LEAP utilization. First, commanders who are

interested in improving unit conditions must be properly

guided toward appropriate corrective action. Without accurate

recognition of unit problem areas, commanders can do little

to correct them. Proper identification is essential for

planning corrective intervention and accurate feedback is

necessary for evaluating outcomes and determining solutions.

If the LEAP does not in itself change the situation, the

process should accurately reflect the situation and thereby

direct the commander to deficiencies as well as strong points

within the unit. Armed with proper diagnostic information,

the commander can take action to improve unit conditions.

Furthermore, while many commanders are generally aware

of morale and performance deficiencies within their units,

5



there is a tendency to project blame on external factors as

causation, such as the unit's location, deployment status,

and societal conditions. By accurately linking performance

to conditions and issues within the unit, commanders will be

motivated to take corrective action. The commander realizes

that many aspects of unit morale and performance can be con-

trolled and influenced internally, and the individual in

charge has the capability to do so to a great extent. In

this case, the LEAP functions as a catalyst for command intcr-

vention and positive change.

Any cost-benefit analysis of the LEAP must be concerned

with the deqree to which the techniques supplied to the com-

mander represent a valid and rational quide. The basic

evaluation questions then are:

* Can the instruments contained in the LEAP
assist the commander in producinq a more
efficient and effective unit?

a nd

* What benefits can be identified or
assessed through LEAP intorvention?

Once the accuracy of the LEAP techniques is determined,

certain assumptions can be made about the influence utiliza-

tion has on positive outcomes.

Procedure

There are several ways to determine the accuracy .1n1d

authenticity of evaluation techniques. One approach is to

conduct a series of reliability and validity measures durinti

the development staqes and after implementation on a test

group. These measures include factor analysis, internal con-

sistency and reliability estimates, and item disk-riminability
tests. The results of these measurs provide evidence of

construct and content validity that represent estimates of

|(
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Results

Concurrent Performance Validi 1

vhe I.EAP Is comprised of two pu iIpa 1 t echniAques , a

conmmand motivatitonal measures and a unit perfor manic aissessment

techinique. vhe LEAIP Manuial prov ides iA neti et ions and qu ide-

I mies for applylnq thle technliques and throukqh anl induct lye or
deductive process, for makinq Judkqmntt mid decisins that

will reinforce, corrmect, or redirect ctommand condi t ioins that

are d ii-et ly epl ated to unlit Combat read i tiess.

WhenI the commander" USeS the tEAI to make judkimenitq andi
decisions, the adequacy and effectiveness of the decisioni is

diirpctly rela ted to tho accuvrncy of the techlnique used. Once

thle vat d ity or predictive value of the inlformationl provided

by thle LEAP s determined, est imatos of outcomies, inl terms of

cost-benefit ratilos, cani be calculated. III thi~s sectiton, tile

cri ter ia used to moasure the externial vatAd lit y of t ho ULAll

will1 be unauthor ized absence and' Imoni istmiIt r-ates within a

sample of Marine Corsps commads.11A

mot i va t lona I scores and IUnauthor' i Zed AbstMcv.i sim (IIA)
IIA rates wer'e calculated for 11 company level commands

that adminit-etoed thle I.,EAl' tilt oract ion 11vont oty dur TI .

pilot studky. IIA rateis for each ommand weIre c'alcuilated onil
thle has is of the number of i nd iv idual Mar ine-s absent over- a

24-hour period for !months, I 1monit h preVCid Inq an1d durin I i e

mnot ivattnal quivey. nhe tot ai minmbt oif IA s Cot- t he ont i ve

Peri od was div Idod by tihe averatje on1-h1.nd (o/11) f t qume for

(3ach11 commandM. Tho 0 '11 t tqu1'r WAN calcula1.ted as anI avorai1k)o Of

Itie total nmberk oif perisonnel re-ordeod onl tilhe unit Is morn I nq

report for tilh, I st , 1 r h, anld 10t h of catil monithI. Ilthe

- I~The procediuro for cal cu tat i nq OA rat os is qivon In
(hapt or 2, 'rhe tIeatlersh ip Ann I si1s r~orm , of t he IM.AT, Mannla I



combined LEAP Interaction Inventory scores for rank qroups E-1

throuqh IR-5 were used to determine the motivational level of

each command.

Table I shows the results of correlati.,is between LEAP

scale scores and UA rates for the participatink commands.

All of the correlations are in the expected ,irection, reveal-

ing a consistently necative relationship between measures of

command motivation and absenteeism. ,tatistically siqnificant

relationships were found for the Command Cohesion ant' Minority

Pliscrimination subscales and for the total Command Equality

sea o e.

Table~ 1

Ctorelation C oeffilc'nts foir
LLAI' S ale Score-, and Unuthtori-ied Abvence

Kendall (tau)
UtAP Scale-k coefflclenlt

Citnviand Pieparedne- . '6

Cniiand rficlency -. 164
co IIai i d conhe ion - 41 1"

C'omiand Equality

Mlunrilty Vi-,crimlnation .746""
Ma nolty PI lcl 1110Inatlon - . 46
Inter rIioil CI IIIAte -.
.lu., t I --e .200

Motivational LQ -. 3146

* , 011 "AAiV < .00I

Adopt incl a procodutre descr bed by ( l lford and rruchter

(l1'7), a regression coefficient was -alculatepd to translate

the corrolation ratios of Table I into numbers of VA's per
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scale index for the entire sample. The first stop in this

procedure was to establish the averale 0/11 figure for the

sample commands. 2 Next, usinql the variance of the VIA rate and

the motivational scale score alonti with the correlation coef-

ficient of Table 1, the rei.ression equation was applied. The

results produced an index which was translated into actual

numbers of UA's for each scale score increase or decrease for

ain averakqe command of 2100 durinq a ".-month period.
riqlure I illustrates the calculated decrease in IA's in

terms of personnel nutmber for each cor-respondinq Increase ill

the Minority Discrimination scalt, score. A 1-point Increase

in this score is equivalent to 4.2* or 1.84 fewer IIA' s over a

2--month period. That is, improv inq t he perceptual I udculent of

a commuand by I point, a commander- canl expect alpprox imatel y I

fewer IIA each month. And, for a chankle of 4 points in the

posit ive diroction, a cotmiander can expect. 7.36 fewer IIA' s

over a 2-month period. As mot ivat iona~l scale scores incroase,

correspond inq IIA's decrease and vice vers.

ispjar ity Measures and Unauthorized Absent ee im (11A)

Analysis of the pilot study data revealed a very qiiltfi -

cant leadership dimension, the 1sary indx(l (Aftfourlt it

107 71)). Tile DI was derived by tieasur inq d if ferences inl it emi anld

sca le scores between pert inent qroups within a commanid, such asI

rank %Iroups (E-S and below vs. IF-6 and above) and et htic/t-ac tal

kqtou.ps (Minority vs. Majority) . The calculations produced rank

PTl scores for the Conimand Plreparedness scales4 and ethnlic D1

scores for the scales ot the Cotlmand vtkqua lit y factor . Ani over -

All Dispa1rity T,04dOV~hip Quot ient was derived by combinlinq thle
Command Preparednless- an1d Comman131d E.qual ity DI scores.

'-The averatie 0/11 fitiurt' for the sample cosmmands was
actually too. However, to ftoil itatv i tit e-pi-et .,t ion, hIA
results were projected onto a~ command of '.'Oo, represent iq
the AVeraIke Mar IIne Corps 00omp13ny.

1 0



Figure 1

The Relationship Between Motivational Scores
and Personnel Performance for a 2-Month Period

Minority Discrimination : UA

Numb@, of r'tan.I

The measure of disparity between pertinent groups may be

as important, if not more important, an indicator of command

motivation than the attained scale scores. The DI is actually

a measure of unity and disunity within a command. If there is

little disparity between rank groups but low scale scores,

then all unit members recognize that conditions are not good,

but they are bound by the fact that all are involved in the

situation together, and that deficiencies can be improved

through collective effort.

Using disparity as a criteria for predicting UA rates

for the study command, the results as shown in Table 2 reveal

that the Command Preparedness DI (rank) and the Disparity LQ

(rank/ethnic) are significant at the .01 level of confidence,

while the Command Efficiency and Cohesion subscales are sig-

nificant at the .05 level.
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Table 2

Correlation Coefficients for
Disparity Indices and Unauthorized Absence

LEAP Pearson r
Disparity Indices Coefficients

Command Preparedness .667**

Command Efficiency .512*
Command Cohesion .517*

Command Equality .338

Minority Discrimination .492
Majority Discrimination .053
Intergroup Climate .070
Justice .340

Disparity LQ

*P < .05 Ik £ < .0

Translating correlation ratios to expected outcomes, using

the same procedure outlined above, it is possible to predict

performance outcomes in terms of personnel behavior and dis-
parity index change. In this case, a DI decrease represents
closing the motivational gap between groups of Marines within
a command and thereby increasing agreement or unity.

Figure 2 provides a graphic representation for the esti-
mated UA performance outcome for each point decrease on the
Command Preparedness DI score. For each point improvement in
the command (agreement between rank groups over the conditions
measured), 2.25 fewer UA's can be expected over a 2-month

period. A 4-point positive change would represent nine tewer

UA's over the same period.

Figure 3 shows the expected change in UA rate for scale
score differences in the overall Disparity LQ (i.e., agreement

I'2



Figure 2

The Relationship Between Motivational Scores
and Personnel Performance for a 2-Month Period

Command Preparedness Disparity UA

between both rank and ethnic groups combined). For each point

toward overall agreement, 3.49 fewer UA's can be predicted over

a 2-month period for the average command of 200. A 4-point

decrease in the DI LO score would produce 13.96 fewer UA's

over the same span of time.

Direct dollar costs for UA data are difficult to deter-

mine. A recent GAO report (1979) estimated costs for AWOL in

the military to be $220.8 million for fiscal year 1977, the

latest year calculated. Compared to the other services, the

Marine Corps, with proportionately higher AWOL rates, expended

a larger percentage of its budget on absenteeism. The economic

factors used in the GAO report included costs for reporting,

apprehending, processing after return, courts-martial and non-

judicial punishments, conf inement, and recruiting and training

13



Figure 3

The Relationship Between Motivational Scores
and Personnel Performance for a 2-Month Period

Disparity LQ :UA

costs lost due to early separation. Costs were( not dev-plopedr~
for pretrial confinement or other nonproductive status, pany andl
benefits while in confinement (if sentence did not inclIude for-
feiture of pay), applicable costs of operating correctional
custody facilities, review of courvts-martial andi appeals,
processing early discharges, and costs of VA benefits kgrantedi
offenders.

For the company level commander, absenteeism represents
a number of economic losses, such As additional adiministrative
duties, production and manpower decreases, and overall reduItc-
tion in combat readiness status. And, in the more kcritical
MOS fields where replacements are not readily available, the
cost of IUA may be considerably higher than in infantry uinits.

14



Motivational Scale Scores and Reenlistment Rates

The second performance criterion used to test the predic-

tive value of the LEAP Interaction Inventory scales was command

retention figures. Ten company level commands with at least

40% survey participation and at least two potential accessions

were included in the analysis. First-term reenlistment rates

for each command were calculated for a 3-month period (before,

during, and after the motivational survey) by dividing the

number of potential accessions into the number of actual

reenlistments.

The results as presented in Table 3 show a consistently

positive correlation between scale scores and reenlistment

rates. While all the correlations are high for this size

sample, reenlistments were significantly associated with the

Command Cohesion and the Justice scales. That is, first-term

reenlistments are significantly higher in those commands where

Table 3

Correlation Coefficients for
LEAP Scale Scores and Reenlistment Rates

Kendall (tau)
LEAP Scales Coefficients

Command Preparedness .289

Command Efficiency .289

Command Cohesion .467,

Command Equality .333

Minority Discrimination .333
Majority Discrimination .244
Intergroup Climate .111
Justice .511*

Motivational LQ .333

*p < .05
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unit members perceive more cohesiveness and where they con-

sider justice to be more positive as measured by the Interaction

Inventory.

Using the same procedure described above for translatinli

VA correlation ratios into expected performance rates, first-

term reenlistment scores were calculated for the sample cosm-

mands and projectrex onto an averaie command of 200. On the

avovag.e, 12% of the Marines were available for reenlistment

over the 3-month period, and slilihtly over 101 of those avail-

able (10.31*) reenlistod durino the period studied. Applyin

the conversion formula for reenlistments, the results as pre-

sented in Figure 4 reveal the probable performance outcome

for 1-point increases in IEAP Interaction Inventory scale

scores over a 3-month period.

Figure 4

Tht Rel~itiio . p Betron Mollivio''t~ nMi Sccorc'%
PcI r %l" I elf or n llf ',Icc' fol" ,a ;-Month r ot r

Cohesion Reonli t t

11111111
1 '111

I)I
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As Figure 4 illustrates, the potential increase in

first-term reenlistments for each point increase on the Com-

mand Cohesion scale is 7.5% or 1.81 Marines over 3 months.

A 4-point change toward more positive perception of Command

Cohesion is equivalent to 7.5 more reenlistments for an

average size command.

The expected response for eligible first-term reenlistees

is even higher for comparable increases in the Justice scale

as shown in Figure 5. Each point represents a 9.8% increase

or 2.35 more Marines reenlisting in the Corps.

Figure 5

The Relationship Between Motivational Scores
and Personnel Performance for a 3-Month Period

Justice Reenlistment

1117
I4nbr .Vl.sone
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Disparity Measures and Reenlistment Rates

Correlation ratios between measures of disparity (DT)

and command retention rates were also computed in the same

manner as accomplished for the UA data. As Table 4 reveals,

while all correlation ratios are in the expected direction,

DI measures are significantly associated with reenlistment

rates for the overall Command Equality scale and for the

Justice and Intergroup Climate scales. In other words, as .!

disagreement or disunity between unit members over conditions

of equality, justice, and tension decreases, the probability

of reenlistment increases significantly.

Table 4.

Correlation Coefficients for
Disparity Indices and Reenlistment Rates

LEAP Pearson r
Disparity Indices Coefficients

Coamand Preparedness .060

Command Efficiency .1114
CUvmand Cohesion .269

Co nand Equality -.737*,11

Minority Discrimination -.501
Majority Discrimination .311

Intergroup Climate -.5481'

Justice -.680*

Disparity LQ -.433

.< .05 *'AP <.01
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Again, converting the correlation ratios into expected

performance outcomes, Figure 6 shows personnel reenlistment

increases in response to disparity decre ie over Justice

conditions. A 1-point change toward more agreement between

disparate groups within a command could produce 14% or 3.35

more reenlistments over 3 months for the average command.

Figure 6

The Relationship Between Motivational Scores
and Personnel Performance for a 3-Month Period

Justice Disparity Reenlistment

Figure 7 shows the corresponding reenlistment increase

expected for respective decreases in each DI for the total

Command Equality scale. Combining the disparity for the four
Equality scales, for each point change toward unity a com-

mander can predict a 19.2% or 4.6 increase in reenlistments

over 3 months.

19



Figure 7

The Relationship Between Motivational Scores
and Personnel Performance for a 3-Month Period

Equality Disparity Reenlistment

trill~fhl~ll

In estimating actual cost-benefit for increased reen-

listments, a number of variables must be considered, such as

training and development expenditures, experience gained,

and the costs for general shortages in the combat arms in

terms of defense effectiveness.
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Pre-Post Results

Since LEAP survey results represent a valid indicator of

motivational conditions requiring command intervention, the

same procedure can be used in evaluating any intervention pro-

cess instituted to correct motivational deficiencies. The

results of several commands that conducted pre-post measures

of command motivation to help plan and then evaluate inter-

vention procedures and offered their data are illustrative of

the gains received.

Again, it is the action taken by the commander that produces

the outcome. The LEAP techniques are considered as instru-

mental in guiding the commander toward establishing management

objectives and for providing feedback concerning the effective-

ness of whatever course of action is taken.

Command A

The first administration of the Interaction Inventory to

Command A was in March 1978 and the second only 3 months later

in June. The commander's first step was to compare the unit's

results with a division cross-section sample published in a

report (Affourtit, 1978b) and representing approximately 1/3

of the division. This initial reference point revealed that

eight of the scales that comprise the unit's Motivational LQ

were below division standard. Moreover, five of the eight

Total Command scale scores were below the 50th percentile,

indicating that the majority of Marines in the command per-

ceived these conditions to be in a negative state.

Using the individual items as a guide, the commander

took immediate action to further investigate and correct moti-

vational deficiencies. The second survey showed an increase

in scale values above the division standard on all but two of

the primary scales. Moreover, the differences in motivational

scores between the two periods of assessment rev. sled

21



improvements on all scales which were significant on seven of

the nine primary scales of the Interaction Inventory for the

Total Command. Table 5 shows the LEAP results for the two

periods of evaluation.

Table 5

Comparison of Two Survey Periods
for LEAP Interaction Inventory Scale Scores

Scale Scores

Scale Survey I Survey 2 Division

Command Preparedness 39.6 49.6*** 48.4

Command Efficiency 33.6 46.1*** 45.2
Conmand Cohesion 45.7 53.1** 51.5

Command Equality 52.6 61.3** 61.7

Minority Discrimination 63.8 67.0 66.7
Majority Discrimination 50.2 58.6 64.4
Intergroup Climate 53.1 61.3k 60.6
Justice 43.3 58.3*** 55.2

Motivational LQ 46.1 55.4*** 55.0

*p < .05 **£ < .Of *** < .O0l

Using the performance probability measures developed in

the previous section, the increased scores for Command A

represent a considerable savings for the Marine Corps.

Command B

The first LEAP Interaction Inventory was administered to

memhers of Command B over a 1-month period. Since the unit

was somewhat unique, there was no standard with which to compare
22
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motivational results. The unit commander, however, took

some immediate steps to improve conditions by attacking those

issues that (a) scored beneath the 50th percentile and (b) were

considered most critical to the operational efficiency of the

unit.

A second survey was conducted several months later. The

feedback was used to reinforce certain courses of action, to

realign several priorities, and to adjust some procedures and

objectives. A third motivational survey conducted six months

after the second revealed marked improvement over all of the

LEAP indicators with seven of the 10 scales measured increasing

to a significant level. Table 6 shows the results of the

three survey periods and identifies the areas of significant

change.

Table 6

LEAP Scale Scores
for Three Periods of Application

Scores
LEAP
Scales Period I Period 2 Period 3

Command Preparedness 49.6 49.5 55.6**

Command Efficiency 48.6 47.6 53.8-
Command Cohesion 50.6 51.3 57.5'"

Command Equality 65.3 67.6 69.3*

Minority Discrimination 73.3 77.2 76.1
Majority Discrimination 66.7 67.3 69.3
Intergroup Climate 66.8 71.0 73.2**
Justice 54.2 55.0 58.6

Motivational LQ 57.2 58.5 62.5**

..................................................................

Program Evaluation 47.1 58.1*** 60.5***

*p <.05 ** £< .01 ***j< .001
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It is interesting to note that the Program Evaluation

scale showed an immediate and progressively significant

increase over the period studied. The program being evalu-

ated in this case was the formalized process the commander

used to address some of the problems identified by the LEAP

survey and to outline corrective procedures being implemented.

The program allowed unit members to impact on policy deci-

sions. And, scale ratings communicated to the commander that

his efforts were supported by participants.

Since Command B is an aviation maintenance unit, it was

possible to show contiguous motivational and performance

increases using actual production criteria. With the com-

mander's permission, several appropriate performance measures

were extracted from the automated COMNAVAIRPAC AIMD Component

Production Feedback Reports (1978a, 1978b, 1979a, 1979b). In

addition, three other aviation maintenance commands, selected

for their similarity to Command B as matched control groups,

were used to compare production change over the period studied.

Table 7 shows the production change for four pertinent

performance criteria over the period covered by the LEAP

survey for Command B and the experimental control groups.

The )roduction criteria were selected to reflect trouble-

shooting capability, quality of repair, production rates,

logistical planning, and overall unit morale and efficiency.-

As Table 7 reveals, all but one of the production indices

showed an improvement over the study period. However, all

but one of the control groups' production rates declined over

the same period. Further, the degree of improvement for

Command B was statistically significant when compared to the

3 Data were collected four four quarterly reports, one
quarter immediately preceding LEAP intervention and continuing
to a final quarter covering one full year of operation.
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control groups. And, in one area where Command B's production

decreased, the comparison groups' performance also declined

but to a greater degree, the difference between the experi-

mental and control groups reaching the .20 level of

significance.

Table 7

Comparison of Production Change

Between Experimental and Control Groups

Mean Change

Performance Control Significance
Variable Command B Groups T Score Level

No Defect Rate 2.70 -0.23 4.60 .02

Awaiting Maintenance 2.60 -2.03 11.14 .01

Awaiting Parts 9.80 1.33 13.32 .001

% Ready for Issue

of Inventory -0.90 -2.90 1.19 .20

In other words, considering environmental factors, such

as personnel turnover, location, and seasonal influences,

Command B's production rates improved with improved LEAP moti-

vational scores, and production improvement was significantly

greater than similarly designed commands over the same period.

Where production decline was noted for Command B, a greater

mean decline was found for the comparison commands.

These results further establish the concurrent and pre-

dictive validity of the LEAP motivational scales and illustrate

practical utility of the LEAP methodology in supporting command

production improvement.

25



Case Histories

Since the LEAP is a leadership/management aid at the[

disposal of the unit commander, the individual leader must

derive direct benefit from application of the techniques that

comprise the program. Therefore, the unit commander can be

considered the ultimate judge of the utility and true value

of the program. Moreover, the information obtained from a

* LEAP survey can be utilized in a number of ways depending on

the commander's personal style of leadership/management and

the particular conditions identified by the technique. The

case studies that follow describe the details of several dif-

* ferent applications and represent the endorsements of several

commanders who used the LEAP process as an aid in the context

of a command intervention.

Case History 1. Controlled open Forum

During one Interaction Inventory survey, a recently ar-

rived infantry company commander announced to his unit that

* he would post the results in the squad bay tor all members to

review. Unit members were initially skeptical, although pla-

toon leaders were in favor of any method toward improving the

poor record of the command. The SNCO's and troops were cautious

about endorsing the process, but the approach conveyed a sense

of openness and communicated immediately to unit members that

the new CO was interested in doing something about their concerns.

Once the results were returned and posted, bimonthly

meetings were held with officers and staff NCO's during which

they would address selected problem areas, determine the accu-

racy of command perceptions, brainstorm arbitrary and complex

issues, gather facts to support or refute perceptual judgments,

and develop potential solutions for improvinq conditions. This

exercise also allowed the senior members to acknowledq~e the

points of view of the junior members of the unit.
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As pertinent issues were clarified and recommended

courses of action were outlined, the CO and senior members

addressed the entire command (usually once a month) on a par-

ticular issue or series of issues. Input from other members

of the unit was solicited, hard evidence of conditions was

displayed by the leadership, and recommended courses of action

were presented by the company commander.

The initial effect of the process was a diminished dis-

parity between seniors and subordinates in the command; that

is, the process itself increased group solidarity. Troop

involvement in correcting deficiencies was encouraged, but

the seniors maintained control of the situation by selecting

the issues and preparing to meet disagreements or differences

in perception logically and factually.

In some cases, the leaders identified a problem area anei

described a solution already initiated to diffuse a potential
reaction and eliminate further skepticism. in instances where

troops had misjudged a condition or misperceived a company

policy, the leaders were prepared to present the "facts" con-

cerning, for example, disciplinary procedures, duty assign-

ments, or promotion policies. The command gatherings were

brief, relevant, positive, and to the point.

Knowledge of the critical issues and preparation for

meetings made the leaders more confident when addressing the

troops, and the process avoided the potential loss of control

that can occur when groups try to communicate from different

points of view. When an issue that was not prepared for sur-

faced, the leaders clarified and recorded it for response at

the next meeting.

According to the CO, the insiqht gained from the anony-

mous survey comments also made him aware of particular areas

of troop dissatisfaction and misjudgment. This information

made him adapt his approach to the command in order to offset

or diffuse the effects of misperceptions. For example, since
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most unit members considered discipline to be capricious and

arbitrary, during officer hours defendents now received a full

explanation of the disciplinary measures taken and some

rationale as to why punishment may be different for someone

else committing the same infraction. Promotions also were

awarded with more explanation of the specific factors that

led to the award in each case.

Case History 2. Delegation of Authority

An aviation maintenance commander with a rather laroe

differentiated unit, consisting of approximately 22 . Navy

personnel, reviewed the results of a LEAP survey and found

the indicators a thorouqhly accurate reflection of his own

estimate of the situation. lie then circled those areas and

issues he felt required priority attention and discussed eah

at a meetinq with his officers and section heads.

With some general quidane, he directed each setion

head to deal with the issues identified by deleatin, respon-

sibility down their respective chains of command, and to

especially exercise junior leaders (NCO's) in reviwin,,

invost iqatinq, and correct inq any discrepancies uncovered,

lie requested informal periodic feedback concerninti the out-

come of any unit intervention, as well as recommendations and

suggestions from members participat in in orqani-at ion imp)rove-

ment projects. The commander also modified the required

"Leadership" program to suit unit needs arid to cover command

essential topics identified by the LEAP survey.

Several months later another survey was administered.

This time unit members were more enthusiastic about the pro-

cess and about the potential protiress the approach could

bring. Improvements were noted in most motivational areas,

particularly in closing the perceptual gap between senior and

subordinate members of the command. The section leaders met

again and were informed they were on the riqht track and to
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continue as directed. The positive feedback had a catalytic

effect on the subordinate leaders also, as they realized their

efforts were paying off and were being recognized by the Co.

Six months later, a third survey was administered. The

results were particularly revealing. Scores increased signif-

icantly (beyond chance variation) in all but one of the moti-

vational areas measured. Performance measures also improved

since the first survey; repair rates, turnaround time, and

no-defect rates improved significantly compared to similar

commands.

In consideration of the mission and organization of his

unit, the commander in this case functioned primarily as a

manager or director rather than a unit leader. He utilized

modern organizational techniques, investigated problems,

gathered facts, developed policies as needed, and then dele-

gated authority to subordinate leaders. He provided support

and position power to junior supervisors and thereby exercised

developing leaders/managers and promoted positive transition

of authority when the time for rotation occurs.

Case History 3. Classic Approach

After administering the LEAP questionnaire to his entire

command, an H&HS squadron commander prepared a formalized

report of his unit's survey results. He grouped the data

according to logical and mission-oriented categories for the

total command and for the two rank groups, E-5 and below and

E-6 and above. In this manner, he identified the most criti-

cal areas of concern (lowest scores) and specific issues

within the categories of organization, communications, and

morale.

The commander published his list of problem areas and

established a study group composed of selected officers and

enlisted members to further investigate each condition and to

design a solution/action program for review. With the survey
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results as a guide, the study group uncovered numerous

instances where appropriate action would improve the motiva-

tional level of the unit. Check-in and administrative pro-

cedures created a poor first impression for newcomers; sick

bay procedures were annoying and inefficient; intra-squadron

(section) planning and activity were practically nonexistent;

command functioning was considered fragmentary, diffuse, and

isolated; many Marines did not understand barracks require-

ments, monitary limits, or how to deal with local and personal

problems.

Two chains of command were apparently operating, one for

officers and one for enlisted. As a result, communication

was not consistent or timely, and complaints came from both

sectors. Moreover, enlisted Marines in the command generally

felt their accomplishments were not recognized, punishment was

considered unfair, and members did not seem to understand the

difference between rights, responsibilities, and privileges.

Generally, the troops saw a large gap between themselves and

the officers. Leaders were seen to abuse the privileges

afforded them and they did not seem to understand or be con-

cerned about subordinate problems.

Corrective actions and solutions were rapidly established

and published formally with a full description of the action

to be taken, the decisions made, and the target date or goal

to be reached. Some modifications were structural, some

represented changes in process, others involved creating edu-

cational programs. For example, the squadron office was moved

to a more central location to facilitate the check-in process

and to avoid loss of important paperwork; the 'buddy system'

was established for newcomers; and a thorough indoctrination

program was implemented.

To improve communication flow, lower level staff meetings

were established; NCOIC's were included once a month at the

CO's weekly conference; the base paper and department/section
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no.wslotters were utilizedi to further inform members aix'ut

personal, local, and orkianizational matters; periodic inter-

sect ion " field trips" were promoteod to.' brocaden t he .appre i a-

tion of unit members in other duty sect ions andi to nrt

,7roup pride. To improve kieneral mor01ale and unit ident if ioa-

tion, field dJ'Ays and family days were planned I'y enl isted

commU'ittees, and individual sect ion achievemen01t awrswere

initijated and publ icly presented.

Finally, a leadership tratin i n' 1ro01.11 ramt wasoan i:ed to

include peort inent omtmand :,oncerns. 11alf the t ini allotted

for trainiiiq was conducted for soparat e rank '1iroups; (off icer,

.. CO~, NC'O, non-rated) .nd covere.d rele0vant coceesub iect

Areas, Such as rikihits, privi le'les, and responsibi it ies ot

Marines, principles of counsel 1in'i , .a1n3 briet in'i tooechniques.

In addition, crit ical unit issues ident ifi ed byv the sur1vey

were broached by separate rank .oroups and addressed dur i n~l

the sec":ond st.1,ie of tra ininq Which included l r1 anks- combined.

A primary . loal established for this pro'lram W.As; to prepareO

officers, ONCO's, and NCO' s to effect ivelV an1swer, questionIS

concerninqi commal'nd Orani-at io:n a111d truc1ture, promot ionl

syvstemis and command policies, record book entries an1d fitlness

reports, UTCM, , NJP , request mast procedures, and mu lit arv

courtesy , etc:.

The eiit i re proces-s Was rec:orded and produced in1 a formal.1

report alonoi with brief inoi a ids and charts that monitored

proliress. Resurveys were plainned periodic:al ly to obtain

feedback on dec 1sion-makinki effectiveniessz. The vrort Was

voluntarilyv submitted up the chain of conmmand for the purp'ose

o-Wf ; ha r i n the experience and findinsis and to outline potoen-

t i a solut ions for other comanders in the area.

Case History 4. Reorganization

1;hortly After tak inki command of a somewhat hybr id emi i -

neer inq support 7ompany , t he now cotimander rea Ii zed t hat



conditions in the unit were not as good as they appeared on

the surface. According to the records, however, maintenance

levels were maintained, equipment was functional, spare parts

were available, repair rates were steady and efficient, etc.

On the troop morale side, UA's were down as were article

15's, and requests mast did not reveal any major problem areas.

On paper, the command looked well orqanized and proficient.

Yet, the commander quickly detected that the records

were not quite accurate. Vehicles would not start; equipment

failed to function properly; key staff NCO's and other unit

members were not readily available to respond to mishaps.

Beyond that, responsibility seemed to be diffused; irumwblino

and excuses amonq unit members were rampant; even the coffee

mess was unkempt and disorqanized.

A thorouqh investigation of tile command revealed a

Pandora's box of problem areas. The CO discovered that com-

plaints from units the company was supporting were usually

rejected as unsound or excused as neoolience on tile user's

part. Communication lines between units and sections were

unstructured and disorganized. Commands frequently had to use

informal channels or other means to obtain support and or

equipment. Often one SNCO would handle requests from -everal

sources insufficiently, while those supposedly responsible

for action were not available.

The records concerning equipment combat readiness did

not accurately reflect the -.ituation. The unit was a longi

way from redy; many of tile problems that were not included

in standard reports were forclotten or disregarded and remained

unattended. Accordinqly, repair rates and equipment viability

were r.ot exactly falsified on the records, they wore
"est imated.

Results of the LEAP survey revealed that Marines below

F-b had little respect for or confidence in the leders.

They felt they could not communicate up the chain of command,
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SNCO's were uncaring about their personal and job situations,

and they were sufficiently dissatisfied with their assignments

(70.6% stated they would rather serve in another unit). The 1<
NCO's were particularly dismayed about not being supported and

not given responsibility. No one cared about their jobs.

Since missing muster or coming late for work was easily ex-

cused (and often not officially reported , the offense was

committed frequently without fear of disciplinary action, a

condition no one really complained about. Of course, leqi.ti-

mate complaints, such as requests mast, were qenerally loft

unresolved or rejcted, which made troops reluctant or cynical

about gettinq involved or making problems known to colmnanders'.

The most i-evwalinq analysis was gjiven in the Time-in-Unit

breakdown of the LEAP survey results. New arrivals to the

command were gelnerally hiqhly motivated, in fact, the g-oup

with less than 3 months in the ,command had higher motivationalI

scores than the F-6's and E-7's. After 3 months InI the tin it,

however, the motivational level plummeted and remained low

until members left the unit. At the 3-month point, the

novelty of the experience seemed to wear off. Troops real.ized

that the command was not representative of the Marine Corps

they joined, and they became aware that responsibility on the

job meant little support from above or personal guidance when

needed.

The staff and officers, on the other hand, saw all ranks

below them as unmotivated, although they felt that communica-

tion, support, and response to subordinate Marines (F-5 and

below) were much more adequate than the troops estimated. In

short, the command was not functioning well, and the true

situation was reflected through accurate assessment. of Unit

peiformance and motivation.

The commander's problem was twofold. lie had to convince

his seniors that the efficiency and morale problems that now
"surfaced" were not his doinq. As the problems emerged
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that most of the members of the section agreed that the situ-

ation was bad.) most of the Marines in the duty section were

aware of the WO's bias but could not effectively communicateJ
the situation to him. Furthermore, other duty sections'

results revealed no such negative judgments in the area of

perceived discrimination.

With this evidence in hand, the company commander sum-

moned the section leader for counselling, showed him the data,

and directed him to explain how a couple of malcontents could

produce such results. After the counselling, some.of the staff

NCO's and NCO's were gathered, and along with the CO and

section leader reviewed the situation, analyzed duty rosters,

assignments, and individual impressions, etc., and planned

several courses of action toward modifying the conditions

that produced the negative perceptions. The section leader

did a lot of soul-searching and finally realized that he was

treating Marines differently merely on the basis of color and

modified his actions accordingly.

Case History 6. Investigation Process

An incident occurred between two groups of Marines in

one command that resulted in one Marine's requiring medical

attention for a knife wound. A formal investigation of the

incident produced contradictory explanations and judgments

about the events that led to the altercation and the probable

cause. The outcome of the investigation did not conclusively

reveal which group instigated the incident, whether the action

was ethnically motivated, or who was actually involved.

Several alternate theories were pieced together for the

final report.

Realizing that witnesses, being liable for their testi-

mony, were intimidated by the investigators and were pressured

by peers to communicate accepted versions of the incident

publicly, the CO administered the LEAP survey to the entire
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Case History 7. Establish Priorities

Upon assuming command of a unit just prior to a demanding

tactical training exercise, a new CO administered the LEAP sur-

vey to his unit during the initial staging period. In prepara-

tion for taking command, the officer had previously reviewed

the LEAP survey results of a division cross section and identi-

fied some general conditions and concerns that troops considered

most critical. He also took note of those conditions that

appeared most disparate between senior and junior Marines,

i.e., the issues that showed the largest gaps between the two

rank groups, such as information dissemination and command

organization.

By administering the LEAP questionnaire himself, he was

able to inform the unit that he wanted to begin his tour as

CO by getting a fix on the primary concerns and issues that

were important to unit members. Administration of the ques-

tionnaire immediately after his statement of intent made it

clear to the unit that he was sincere in upgrading the morale

and efficiency of the unit.

Realizing that the results would not be processed imme-

diately, the CO strongly encouraged the troops to express their

particular concerns in writing in the space provided on their

Answer Forms. Upon reviewing trooper comments, he immediately

gained an appreciation for key issues and priorities from the

points of view of unit members.

The information he now possessed gave him substance with

which to organize his priorities and establish goals for the

unit. The information also helped confirm some initial

impressions he had formed and aided in the interpretation of

judgments he received informally from junior officers and key

staff, most of which had slightly different priorities and

perceptions about the command. He now had a balanced view of

the command, and by knowing which judgments about trooper

concerns were most accurate, he was able to determine some
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measure of credibility among his subordinate leaders. lie felt

more confident about making decisions in preparation for the

difficult exercise that the unit faced.

During the days of the tactical exercise, the commander,

pressed with numerous demands and details that required imme-

diate attention, forced himself to deal alternately with at

least some of the concerns that the survey printout revealed

as prominent among unit personnel -- issues that were considered

to have been insufficiently addressed in the past. Even thoutih

the immediate tactical demands seemed more critical at the

time, he realigned his priorities to allot some effort toward

personnel issues -- issues that conventional wisdom dictated

should be placed on the 'back burner."

In addition, as he interacted with the troops during

field exercises, rather than engaging primarily in small talk,

he was able to take the initiative and communicate more

directly with the troops on relevant issues, probe for further

information, and solicit suggestions about upgrading unit

climate.

The effect of the entire approach, according to the com-

mander, was very positive. Admittedly, he normally would not

have considered many of the conditions he dealt with during

such a hectic schedule. But, the fact that he did utilize

some of the time on issues the troops felt were personally

important had a motivating effect on unit members. The unit

performed an outstanding job during the exercise -- 100 percent

training attendance during the entire period, no absenteeism,

no one missing muster, good coordination between seniors and

subordinates, and all duty watches responsibly carried out.

The spirit and group solidarity expressed was officially noted

by the senior training officer in an after-action report.

While the totality of leadership displayed by the CO

deserves full credit for the outcome, the CO felt that

adapting his priorities to include some key personnel issues
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and the intel11icqent mainner with which he was able to '%pproach01

his troops were primarily responsible for qainimi the ofi -

dence, respect, and response. of the, Marineos inl this ne1.w comnld.

Case History 8. Poor Conmiunication

Inl an effort to identify some definitive cause.s fot an

inordinate number of UA 's inl his comitmand, a reserve comlpanty

cotuniandor administored the Interact io'n Inventory to his unlit

immeldiately fol iowinul a weekend drill. After rev iewitio the

results, the commnandeor focused onl the siniq te mlos-tntivy

perceived command issue (item statement ) s-hown onl t ho mot iva-

t iona I prof i Ive. The omnmandor reasone11d t hat t his i ssue was

not only the mlost. cr itica LIkit: thet onelt about Which unit

members were. most certainl. HOe reasonedk t hat this is-ue woulId

be use'd by tunit member1NOs aIS a prem11ise to deducelt a1 IMnbe of

other nolat ive cond itions' for which it t le eVidence. IMAY be,

availtable.

Acotrd i nki to t het. survey' , mot o 0f t het en11 i St ked Wa V i neOS i 11

the, unit c-onsidered the, promo0tionl syst em wit hil nl( t e omlmand

to be un1fair and discriminatory. Moreover,1 whenl the, dat a

were, process4ed for minority and majiority membeINrs * both iop

saw rac ia .1 bias as a fact or fo.r advancemen01t inl ranlk. 11n t hlis

case, at least , one, kroup hald to be, w1,0110

S ince the Co considered his promot ioni pol icy to bte fair

andI 0ondUcte"d in accordantce0 with 11marineit CorpIsz potI icy, heit was

surpr ised by the results of thev 1,tVAI suvrvey. F'ther i nqui ty,

inlto the al teqlat ion durint] the, next drlill revealedi thlat the

maj~or ity of the troops ontsidered t'm-in~ aeA." thO il ti -

matt, criterion for promotion. They did not uil ly vitnderst andi

how the promotiton s;yste~m worked , t hey coi d not calti at e

their individual compo it s-ores , and many cIa imedI t hey were-

unaware of a composite scor i n sAystemT Or st andard ptomo1t ionl

po I icy.
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As a result of this misconception, whenever a black or

white Marine received a promotion with less time-in-grade than

another Marine of a different race, the group associated with

the non-promoted Marine surmised that discrimination was the

reason. Moreover, the commnander's initial assumption was

right, the certainty of the "evidence" of racial bias in

promotion was the basis for a number of other misperceptions

concerning discrimination in the command. The troops ration-

alized, excused, or filtered out any evidence contradictingI their "theory" as an exception to the rule.
Since none of the Marines desired a racial confrontation,

except for a few derogatory comments made within isolated

groups, the issue of discrimination was never really discus sed

openly. Officers and key staff NCO's were generally unaware

of the intensity of the situation and shrugged off comments

overheard as meaningless. But, if resentment was not vocal,

it was intense as indicated by the anonymous LEAP survey

results.

The solution was simple. The CO quickly modified the

training schedule to include a concentrated educational pro-

ject. The morning of the next drill, he summoned his platoon

commanders, First Sergeant, and company "gunny" and directed

them to gather the enlisted Marines in small qroups, and with

individual record books in hand, explain precisely how the

promotion system actually functions, and exactly what each

individual had to accomplish before a promotion could be

awarded.

This case is a good example of poor communication between

the officers and enlisted members. The officers were certain

that the troops had previously been informed about the promo-

tion system, and they assumed troops understood why they were

or were not promoted. However, whether they received a lecture

or promotion while attached to the unit, were initially edu-

cated during recruit training, or were informally briefed
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during platoon formation, the fact remained that they did not

understand the system, and their performance reflected a crit-

ical misjudgment of company policy.

The commanding officer took the stand that the officers

and key SNCO's were not only responsible for communicating

such information, but they were also responsible for assuring

comprehension. Assuming information is absorbed by an audience

merely because it was imparted does not guarantee the perfor-

mance change for which the information was intended.

Case History 9. Developing Leadership

An Amphibious Assault Vehicle commander directed his

platoon leaders to administer the LEAP survey to their respec-

tive sections. Each officer was required to develop motiva-

tional profiles for several different groups (by education,

rank, ethnic, EAS, etc.) as an exercise in learning about the

Marines that comprise the unit.

At an informal officers call, the leaders discussed their

results from the standpoints of the different groups within

the command. They identified common command weaknesses and

attempted to induce reasons for certain trends that were

peculiar to groups with different backgrounds or at different

periods in their tours as Marines. The exercise was an

attempt to analyze group motivation, understand expectations,

and promote more flexibility in dealing with diverse groups.

The company commander theorized that, while Marines are a

generally homogenous group, there are important individual

differences among Marines that, properly considered by

leaders, could be instrumental in controlling and influencing

their behavior. Considering individual differences actually

promotes command solidarity and individual identification

with unit goals.

The company commander felt that this exercise was not

only beneficial in gaining knowledge about unit concerns and
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priorities, but was also a valuable lesson in understanding

the rationale behind various perceptions of Marines. Accord-

ingly, the insight acquired from this exercise became a

catalyst for positive and productive interaction between the

leaders and the troops. Young officers became less reluctant

to approach junior Marines in the unit. The leaders were able

to address relevant matters with a group and on a one-to-one

basis, generate rapport, and communicate more intelligently

and rationally with unit members.

Although the self-scoring process was a tedious weekend

chore, the young officers expressed the feeling that they had

learned something that enhanced their value as leaders.

As these case histories illustrate, the information

obtained from a LEAP survey can be addressed in any number of

ways depending on the individual's approach to problem

solving. The primary purpose of an intelligence-gathering

technique like the LEAP is to gain control and influence over

the group the leader was assigned to lead. In this respect,

on a pragmatic level, the commander's philosophy or style of

leadership is not a real consideration. Whether the leader

is more disposed toward Machiavellian principles or espouses

Jeffersonian concepts, he or she is more able to manipulate

incentives or be guided by group desires (as the case may be)

by having a firm understanding of the motivational orienta-

tion of the unit toward pertinent command issues.
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Discussion

This study was conducted to determine the economic

feasibility of the LEAP as in organizational development tool

for the small unit commander. The data of the study focused

on three primary cost-benefit considerations. Fitst, the

diagnostic capability of the LEAP techniques was established

through validity estimates between LEAP scale scores and both

absentee and reenlistment criteria using input from a sample

of Marine Corps commands.

The second part of the evaluation concentrated on several

pro-post measures of commands that utilized the IEAP to iden-

tify problem areas, effect positive change, and determine

outcome variables. One command in the sample systoma.ti cal lv

monitored the effects of intervention and the results showed

a significant improvement in both the motivational climate

of the command and several performance efficiency indicators.

Furthermore, the improvement was progressively higher than

control group commands which showed no sitinificant tiain over

the period studied.

Finally, the manner in which the LEAP was utilized by

commanders in the context of various situations was cplored.

Case histories involving LEAP application provided ene0ra I

information about how the program functions to support the

commander. The descriptions of field application also suip-

plied endorsements of the LEAP method by field commanders.

The findings of this study demonstrate that the IVAT' is

a valid aid for the small unit commander that can be effec-

tively utilized to diagnose conditions, plan intervent ion,

and evaluate outcomes.

If an assessment technique is a valid reflection of unit

readiness and proficiency, and if the unit commander is pro-

vided the guidelines and support necessary to anply the

technique autonomously to evaluate command capability, then
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the commander can develop effective leadership/management

procedures without the involvement of organizational consul-

tants or intervention specialists. Similar organizational

development programs implemented by the Army, Navy, and Air

Force require the expertise of intervention specialists to

function as conduits through which techniques are administered,

results are interpreted, and goals are established.

The use of these experts necessitates economic justifica-

tion which diminishes the cost-benefit impact of the entire

effort. Moreover, additional management techniques acquired

by the intervention specialists can also be imparted to the

unit commander. A number of methods designed for producing

process, structural, or psychological change can easily be

acquired by field commanders throviqh educational involvement

or by programmed instruction texts like the LEAP Manual. if

the same impact on organizational development can be achieved

through a self-development methodology, then not only would

government agencies realize a considerable sav,.ings in manpower

expenditures, but most of the shortcomings of the "consultant"

strategy would be eliminated, such as: loss of command con-

fidentiality and diminished self-reliance on the part of the

unit commander.

Another position posed by proponents of outside consul-

tant assistance is that the unit commander lacks the objec-

tivity to deal with conditions within his or her own command

and, therefore, requires a specialist to identify weaknesses

in the command structure. This notion is debunked by the

intervention specialists themselves through further claims

that those who avail themselves of the consultant's talents

are left with sufficient insight to command effectively.

Whatever magic is bestowed on those erstwhile bedazzled

commanders to make them more perspicacious can be imparted

en masse with considerably less expense. The fact is, the

OD consultant represents an additional staff officer over the
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T/b of the unit with a background in OD technology. Any

additional staff help for an overburdened command will be

welcoi~ed and should produce a positive effect.

The principal drawback of the completely decentralized

organizational development model is the inability to collect

and process evaluation data. Such information can be analyzed

to produce viable solutions for various command conditions.

While the intervention specialist can serve this purpose,

command data Must be obtained voluntarily under the threat

to unit confidentiality. Few commanders are willing to expose

their "dirty laundry"; especially to a fellow officer who,
".consultant" or not, is responsible to the higher command.[

However, it may be possible to promote voluntary submis-

sion of command data through a centralized data bank while

maintaining unit anonymity. The LEAP Network Monitor System

(LNMS) is designed to function on a voluntary and anonymous

basis as an information storage and retrieval data bank for

field commanders.

Information input, recommendations, and solutions dis-

covered can be analyzed, and data feedback can be presented

in consideration of any number of influencing conditions, such

als unit composition, mission, unit status, location, or effec-

tive strength. Figure 8 illustrates how the LNMS will operate.

As data is accumulated, the LNMS can be used as a resourcte

center to monitor the effects of actual environmental and

internal command conditions that influence combat roadiness

and to transmit common solutions to common Marine Corps

problems. Such results, based on actual conditions, will

also be beneficial in training new commanders to make the

most appropriate and effective decisions prior to command

assignment.

Furthermore, it is possible, through this system, to

produce division, wing, and group level profiles without

threat to the small unit commander. Such reports, based on
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Fligure 8
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call ho ost'ali ishod.

[Divi sio Ole vel re'po rts pro)vti do inlt to sen i or conWIttiado vs

al lowiniq them to deal with some oft theit probl ems that have all

iiijict onl companly level portormanco, buit that qjo hoyond tilt,

!Fmal i n i t Ioath' s rva I i of re'sponsibhilIi t y. To daitto a

Mari no Barracks and tw d i vi si on reopor t,; have been produiced

Concern intl dat-a colle1 ct ion and ovaltiat ion research, there

is a wealth of in format -ion ava ilahie in the Marine Corps for

those who desire, to claim it. Smt'h inforniat-ion systomat really

retr i eved antd analIyzed represents a va 1 nabi e resource that

carn be trans latetd intto say intis in time, enertly , anti ftis.

For example, it has been est abliivtd that thet 1,;'AP can
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effectively measure motivational differences in commands that

produce higher reenlistment rates, promote significantly less

absenteeism among personnel, and generate higher production,

reduced error, and more quality output. The commands that

are able to accomplish this, even under the most difficult of

environmental influences, hold the key to successful contem-

porary leadership. And, those commands that function below

the norm under controlled conditions also possess many lessons

to learn.

Identifying motivational differences that separate the

high from the low functioning commands is the first step

toward discovering the actual operations that separate out-

standing leaders from the marginal performers. These oper-

ations can be analyzed, defined, and communicated to other

Marines in an effort to upgrade the performance of the Marine

Corps substantially. Using the LEAP as an evaluation process

to generate training material for Marine leaders at all levels

is a rational second step for the program.

While the LEAP's greatest strength is its decentralized

simplicity and independence from intervention specialists,

the primary potential weakness lies at the central source of

development, evaluation, and support. Such a decentralized

strategy demands a highly technical and proficient supporting

agent. A well-integrated systematic process of maintenance

and management is necessary to diagnose difficulties and

upgrade system components, facilitate communi-ation links,

and provide intelligent guidance to unit commanders and data-

processing corollaries. Most important, a program like the

LEAP needs a prime mover, a highly qualified professional to

take full responsibility for all aspects of the project, down

to the individual user, and t1 respond to practical, as well

as scienti fic inquiries from within and outside the Corps.

Beyond the expertise required for basic maintenance of

the LEAP are field requests for additional assessment materials,
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mod if ied process inq procedures, resulIt -- concorn i ntq evaIlua teod

sol1ut ions, and ak-t-optab Ic des ik q for senli or IteVel 11appi ikcat ionl

and lart-e-scale 01D projects. Ins1-trucI.tiOnal. Material9 M-0 Al-SO

needed onl basic orqanizat jonal proc~es , leaderNiship styles,

and decision-makinq poss.i hiIi t i s - - the content s of fte,

organ izatijonalI consultant:'s baq of trick,;

The LEAP is not a Utopian idea. Discover i ii way's to Up-

qrade command eff icieticy is not a pr-oblem c-aused by a dear1th

of individual I eadershj p material Wi thini thet. Mar i n iws 11no,

s it hindered by the lack of' a valid evaltiat ion mothOkI0lo\1y

Thet difficuilty lies in thet efficiency of thet bureaucorat ic

decision-mak inq Pr-ocess that is ncsayto comb11ine sluccess-

ful leadership Wi th provenl anal 1yt ical t cnius.The end

resuti of this comb inat ion wi I I be a rat ional1 ti-a i nq-

development: model for the benefit Of present aind tnttnrc Marines!'

The future course of the Marine corps is clear. The

Corps must protect its intijal investment and max imi . t its

potent ialI . The Corps must secure't and build niponl ft( lfoluda-

t ion es tabliive by thet I.FAr antd take tihe, position a,, a modelI

for other milIi tary services to tol low. L'ackintg interl1

expert ise and oporat inq oil a limited budtho, the CrpsNI must

avoid the di ffus ion of responsibility and sOtatgnat ion prVoducedOk

by a1 bUreaUci1at ic SySteM Of highl-turnlover billets, in whichl

proficieont m ilitary persons are, transfot ormed into a paradet ot

amateur techn i cians and ineffic-ient bureauicrats. Sm11 un tllit

commanders require only limited cent ral support to ut ilIi.LW thet

protiram properly as a ledrh'aaeetsol f-dovelopmeint

stratetly. bgnorance and notiloet, at the pol icy and support

l evel are, the gireatest 4,,nm ics of a prog ram l ike thet LEAP.

The M.-rine Corps must not withdraw to the posit ion of many

central support-ing agencies aptly describedi by Freuid years

ago -- "They conjsure upl an ugily picture of mil1ls which girind

so slowly that , before the flour is ready, men are dead of

hunger" (1932).
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Conclusion

The evidence presented in this study demonstrates that

the LEAP is a viable program for commanders and a sound

investment for the Marine Corps. The LEAP represents a cost-

beneficial resource for the small unit commander in identifying

organizational deficiencies, planning intervention, and eval-

uating outcomes. Many of the conditions that lead to absen-

teeism, reenlistment, and production efficiency can be

controlled at the small unit level. Through proper applica-

tion of the program, Marine commanders can be guided to

produce substantial savings in manpower retention, efficiency,

and utilization.

While material incentives are often used to attract per-

sonnel and to promote professionalism in the military, not

enough emphasis is placed on intrinsic organizational and

motivational variables. The latter represents a more

rational, durable, and economical approach toward maintaining

effective military strength.

However, proper support at the policy-making level is

essential for the program to function efficiently. The

Marine Corps cannot afford to take any position other than

full support of the LEAP. Any alternative approach toward

organizational development would be more costly, and no effort

in this area would represent a considerable forfeiture of

increased combat readiness.
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